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Abstract 
Organizations are becoming increasingly diverse in terms of gender, race, ethnicity and nationality. Management of 
such multicultural company can become challenging for each leader: different work and cultural norms, language 
barriers, required time for accomplishing tasks enforces to apply new decisions and management methods. Female 
leaders distinguish for empathy, flexibility and their role is growing constantly in business processes in different 
organizational levels. Thus, the goal of the research is to identify how should a female leader act in multicultural 
context in order to be effective? The qualitative survey of this study was conducted on 6 managers with experience in 
the range between 10-20 years in Lithuania, in 2014. The research results have revealed the main characteristics and 
let to construct the profile of an effective female leadership in a multicultural context.  
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1. Introduction 
 Globalization of business, the increased application of teamwork, and changing workforce 
demographics have all made managing workforce diversity as a critical competency for today's 
organizations. Having a workforce that is diverse is a key competitive advantage. Hence, organizations 
are challenged to begin creating effective strategies for a more positive approach to managing diversity. 
But for many companies, efforts to manage diversity have produced disappointing results (Pedersen and 
Connerley, 2005). Pedersen and Connerley (2005) state that learning to become an effective leader is like 
learning to play music. Leading in multicultural environment is like playing several instruments. A leader 
is required to have different attitudes and behavior. They suggest that any intercultural effectiveness starts 
primarily with cultural awareness. A leader’s job requires more than a character, knowledge and action; it 
also demands results. Results based leaders have to always know what is wanted. They assess their 
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effectiveness by measuring achievements against goals. In this approach leaders focus what is to be 
accomplished. Leader who get results but lack attributes often find their successes short-lived. Hence 
result focus should help leaders turn attributes into outcomes (cited by Ulrich, Zenger and Smallwood, 
1999). Orey (2011) highlights that result can be obtained once the right environment is being created by 
the leader that “positively impacts the attitude and spirit of everyone on your team”. Ulrich and 
Smallwood (2012) claim that there is very little researched on the results of the leadership rather than its 
attributes. Since the results is the only goal teams work towards it is very important to focus on how to 
achieve them. 
According to Hefferman (2002) the future of business depends on women (cited by Eagly and Carli, 
2003). They also point out the fact that the leadership has historically been perceived as “masculine 
enterprise” with stereotypically masculine qualities in leaders. But stereotypically feminine qualities as 
cooperation, mentoring and collaboration are important to leadership as well, especially now in 
contemporary organizations. Russel, Rush and Herd (1988) highlight the difference of male and female 
leadership in their leadership behavior. In their study they hypothesized that an effective female leader 
would be expected to exhibit higher level of consideration behavior than an effective male leader. 
We may find various sources on effective female leadership or effective leadership in multicultural 
context separately, but there has very little been researched on a female leadership in multicultural 
context as an independent topic. Furthermore, the increasing level of globalization and women percentage 
taking leadership positions urges us to pay a closer look to the problem. Hence, the scientific problem can 
be formulated as such: How should a female leader act in multicultural context in order to be 
effective? 
Theoretical analysis of multiculturalism, national culture and leadership are analyzed in the first part. 
Prepared methodology and qualitative research based on the theoretical analysis is conducted and 
presented in the second part, and conclusions are proposed in the final third part. 
1.1. Multiculturalism and Cultural orientation  
According to Foulkes (1995), multiculturalism reflects "the existence within one society of diverse 
groups who maintain their unique cultural identity while accepting and participating in the larger society's 
legal and political system”. Similar definitions by various authors have been developed to identify 
multiculturalism at organizational level. Cox (1991) defines a multicultural organization as one that 
values cultural diversity and refers to the degree to which it is willing to utilize and encourage it. 
Cox (1994) argues that cultural diversity affects organizational performance. The author writes about 
the impact of some organizational processes in culturally diverse groups such as communication, 
creativity and problem solving, which are closely related to performance. According to Workman (2008) 
„the extent to which domestic multiculturalism exists and is promoted within a nation has a strong effect 
on employee behavior and attitudes, specifically, employee ability (and willingness) to work well with 
individuals from other cultures” (cited by Kwantes and Chung-Yan, 2012). Aghazadeh (2004) mentions 
that diversity at workplace helps to increase attraction of the most qualified candidates. Other benefits 
such as higher creativity and innovation, flexibility, better decision making are named by Aghazadeh 
(2004), Cox (1991). The latter describes multicultural ideology as a source of strength. Disadvantages of 
diversity appear along with benefits which are increased of costs through higher turnover rates, 
interpersonal conflicts and communication breakdowns, costs of trainings, etc. (cited by Cox 1991, 
Aghazadeh, 2004).  
The multicultural environment at workplace can only exist if civility and tolerance are present. 
According to King (2011) they are “central social values as well as important interpersonal values in the 
workplace, are also meaningful predictors of organizational effectiveness with research showing that 
firms can improve performance by creating and maintaining norms of civility and tolerance” (cited by 
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Von Bergen 2013). Stevens, Plaut and Sanchez-Burks (2008) state that “organizations employ a variety of 
strategies to emphasize diversity”. For example, arranging “diversity days” when employees´ 
backgrounds are celebrated. Along with it the nonminority groups are strongly encouraged to attend those 
kind events in order to avoid cultural bias and develop multicultural awareness”. 
Darby (1995) describes the cultural awareness as a key factor for a managerial success in the 
expatriate model. Without such awareness all the work related knowledge can turn obsolete, ineffective 
and useless. Pedersen (1988) unlike other multicultural theorists, focuses on three main areas that need to 
be developed in an individual: awareness, knowledge, skills (cited by Komives and Woodard, 2002). Six 
arguments were selected to create an overall image of challenges working in multicultural environment. 
The authors argue that the perception of „on-time „versus „late „of individuals of different cultural 
background varies. The acceptable workplace behavior also includes the etiquette norms in different 
cultures such as no eating during meetings, norms on not interrupting others with questions, etc. Non-
work related pre-existing hatred, anger to a certain group of people at the workplace. The prejudices, for 
instance, the sexual harassment at workplace still remains one of the actual challenges for women. “The 
most serious violation of respect and hierarchy was not respecting the chain of command – usually 
involving inappropriate contact by junior managers from a low power-distance culture with senior 
management from a high power-distance culture” (Hofstede, 1980). Language barriers cause challenges 
at workplace. The numerous studies report that members using their native language have more success 
than the ones using second or third language. The aim of a multicultural group is to set „a good 
communication“. Although the perception of „a good communication” varies in different cultures: Hall 
(1976) differentiates the Japanese, Latin Americans, and Arabs having high context communication what 
is more indirect and subtle. In low context the message is delivered directly and clearly that is more 
typical way of communication in Scandinavia, Germany and the United States. Misunderstanding of 
either party can lead to the breakdown of communication (cited by Proehl, 1996). 
As well as multiculturalism, national and organizational culture plays the significant role as well. 
Hofstede (1984) defines national culture as a “collective mental programming”. The people of any 
particular nationality are exposed to particular patterns of socialization, education and life experiences. 
His developed four dimensions of cultural values model defines social structures-high/low power distance 
(PDI), individualism/collectivism (IDV), weak/strong uncertainty avoidance (UAI), 
masculinity/femininity (MAS)“  (cited by Brain and Lewis 2003). Alves et.al (2006) mention the fifth 
dimension “future orientation” (long-term versus short-term, LTO) which also will be included in our 
model as well as Hofstede’s.   
The understanding of a multicultural organization is essential for the further research that will later be 
linked with leadership. The cultural diversity through organizational processes such as communication, 
creativity and problem solving makes a significant impact on organizational performance, the benefits of 
cultural diversity (creativity and innovation, flexibility, better decision making, attraction/retention of 
employees) and its disadvantages (increase of costs through higher turnover rates, interpersonal conflicts 
and communication breakdowns, costs of trainings, etc.). The main difficulties of multicultural 
environment such as the perception of time urgency, differences of work ethics, intergroup differences, 
violation of respect and hierarchy, lack of common ground and explicit versus implicit communication 
were identified. Since national culture formulates every individual`s way of behaviour and set of mind it 
is worth adding Hofstede´s five dimension to the model of a profile of an effective female leader in 
multicultural context. 
1.2. Leadership 
The demographic orientation is another orientation of multiculturalism that is important for our 
research. It includes gender, sex, ethnicity, etc. differences within an organization. The Hopkins (1998) 
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argues that diversity in a racial/gender/ethnicity sense is not supposed to be perceived as a problem. On 
the contrary, is to be treated as an opportunity provided by the diverse groups waiting for a “diversity 
leader” to bring out their talents. The authors point out that employers should assume “strong leadership” 
which within diversity context means a diversity-friendly leadership.   
Individuals conform to gender stereotypes. In order to create a profile of an effective female leader we 
have to understand which set of stereotypes cause/hinders career success of female leaders. Bakan (1966); 
Broverman,Vogel, et.al., (1972); Deaux and Lewis (1984); Eagly (2000); Heilman (2001) identify male 
stereotype as agentic (i.e., independent, assertive, decisive), whereas female stereotypes are thought to be 
communal (i.e., unselfish, friendly, concerned with others). 
According to Ulrich and Smallwood (2012) “leadership occurs when the organization builds a cadre 
of future leaders who have the capacity to shape an organization's culture and create patterns of 
success…”. Alimo-Metcalfe (2010) in his research paper investigates female and male way of leadership 
and empowerment: 
• Women are more likely than men to use “transformational leadership” – motivating others by 
transforming their individual self-interest into the goals of the group. 
• Women use “interactive leadership” styles by encouraging participation, sharing power and 
information, enhancing peoples' self-worth. 
• Women are much more likely than men to ascribe their power to interpersonal skills or personal 
contacts rather than to organizational stature. 
• Women as leaders believe that people perform best when they feel good about themselves and 
their work, and they try to create situations that contribute to that feeling. 
Conger and Kanungo (1998) state that transformational leadership involves establishing oneself as a 
role model by gaining followers´ trust and confidence (cited by Eagly 2007). According to Klenke (1993) 
“feminine model of leadership is built around cooperation, collaboration, lower control for the leader and 
problem solving based on intuition and rationality” which is closely aligned to transformational 
leadership. Yammarino and Dubinsky (1994) highlight four components of transformational leaders that 
specifically female managers display (cited by Kelloway et.al., 2003). 
x idealized influence; 
x inspirational motivation; 
x individual consideration; and 
x intellectual stimulation. 
Stanford, Oates and Flores (1995) developed the heuristic model of female leadership where 
characterize a female leader as one who possesses high level of employee involvement, having 
entrepreneurial vision. She sets effective communication with employees based on mutual respect and 
trust. Additionally, she is motivating and inspiring that brings better results. The whole approach is 
reward power basis.  
Leadership effectiveness is measured using numerous indicators such as followers’ attitudes, level of 
commitment given to the organization, and motivation towards the job (Howell and Costley, 2006). The 
authors also suggest other indicators of effectiveness of leadership that are the outcomes of the 
organization or of group productivity (cited by Jogulu and Wood, 2006).  Additionally, Howell and 
Costley (2006) point out that lower employee turnover and absenteeism are also considered to be 
indicators of leadership effectiveness in an organization (cited by Jogulu and Wood, 2006).  The 
transformational leadership was chosen deliberately because of the common traits with female 
“communal” nature. On the other hand, the review of the attributes of an effective leadership will be later 
used to create a profile of an effective leader. The heuristic model of a female leadership by Stanford, 
Oates and Flores (1995) is going to be the last element of the model that will be constructed next. We 
may also conclude that no leadership can be named as effective without a focus on results. In other words, 
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an effective leader has to possess personal managerial attributes in order to be able to work towards 
results.  
1.3. The profile of an effective female leader in multicultural context 
After the theoretical review of three major phenomenon that are multiculturalism, leadership and its 
effectiveness from gender perspective we may now proceed to developing a model of an effective female 
leadership in multicultural context. The conceptual framework of the model is illustrated in Table 1. Two 
major factors were chosen that creates a profile of the effective female leadership in multicultural context: 
macro and micro factors. Macro factors include both national and multicultural environment.  
 
Macro factors 
National culture Multicultural environment 
1.Power distance 
2.Uncertainty avoidance 
3.Individualism/collectivism 
4.Femininity/masculinity 
5.Future orientation 
1.Time urgency and pace 
2.Work norms and behaviour 
differences 
3.Intergroup prejudices 
4.Respect and hierarchy violation 
5.Lack of common ground 
6.Explicit vs. implicit communication 
 
 
 
 
 
 
 
 
Table. 1. The profile of an effective female leader in a multicultural context 
They both are external sources of an influence on the effectiveness of a female leadership in 
multicultural environment. Micro factors in return describe what is to be done at individual and 
organizational level to be an effective female leader in multicultural context. For further empirical part 
national culture is going to be taken constant due to irrelevance to the topic. 
Micro factors 
Organizational level Individual level 
1.Communication facilitation 
2.Team building 
3.Reward power basis 
4.Inspires and motivates 
5.Mutual trust and respect 
1.Idealized influence 
2.Inspirational motivation 
3.Individual consideration 
4.Intellectual stimulation 
 
E
ff
ec
ti
ve
 f
em
al
e 
le
ad
er
sh
ip
 
16   Lina Girdauskiene and Fidan Eyvazzade /  Procedia - Social and Behavioral Sciences  210 ( 2015 )  11 – 20 
2. Methodology 
2.1. Research Goal 
The research purpose is to determine key behavior of female leader in a multicultural environment. In 
order to conduct the research, a questionnaire based on theoretical analysis was constructed. 
2.2. Sample and Data Collection 
The research was conducted in the academic Lithuanian organization, in 2014. The organization can 
be determined as a large company with more that 3500 employees. Six respondents were chosen for in-
depth interviewing who are engaged in academic/administrative work with experience in the range 
between 10-20 years. The main criteria for selection respondents were following: 
- gender, 
- managerial experience, and 
- multicultural teamwork experience. 
Due to their long experience and successful career in occupied field in respect to multiculturalism the 
data provided was sufficient to analyze the problem. For the sake of confidentiality each respondent was 
labeled alphabetically. 
The qualitative research as a research method was selected due it possibility to gain detailed responses 
to each question, reveal respondents feelings and understand reasons of the phenomenon. The instrument 
for the in-depth interview is an interview guide that includes questions covering three main dimensions 
from the model: individual level, organizational level and multicultural environment. 
2.3. Analyses and Results 
The conducted research let to purify the key behavior of female leader in different levels. The results are 
presented below in Tables 2, 3 and 4.  
Table 2. Results of effective female leadership at individual level 
Respondent Idealized influence Inspirational motivation Individual consideration Intellectual stimulation 
A Outdoor activities 
Clear tasking  
Team meetings 
Protecting from external 
forces 
Low pressure 
Communication 
Result-orientation 
Trainings 
Nurturing nature 
Considerate Assistance 
with unclear task 
Periodic idea boost 
Idea follower 
B 
Team meetings - 
Nurturing nature, 
Considerate Assisting with 
unclear task 
Idea stimulator, Idea 
follower 
C 
Brainstorming 
Caring 
Equal requirements 
Nurturing nature, 
Considerate Assisting with 
unclear task 
Idea stimulator, Low risk 
taking 
D Meetings  
Informal talks 
Work appreciation, 
Assistance 
Nurturing nature, 
Considerate Assistance 
Idea pump, Self-decision 
E Team meetings 
 
Feedback, Support 
activities (trip abroad) 
Nurturing nature, 
Considerate Assisting 
Idea initiator, Low risk 
taking 
F 
- 
Create opportunities 
Work appreciation 
Nurturing nature, 
Considerate Assistance 
Self-realization for 
newcomers with own 
ideas, Idea follower 
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The respondents´ input in idealized influence varied from one to another. As we may respondent A 
offered the largest portfolio of different actions that to set this idea influence of hers onto her team 
members. Almost all respondents except respondent F perceived idealized influence of a leader in a team 
as very important “because your team members see you as someone superior so you have to be a role 
model a priori”. Inspirational motivation was also noted as very essential to implement as a leader “by 
showing, for example, her human side and not only being a boss”. In contrast, respondent B argument for 
no need of inspirational motivation was long time working in the same team, where “everyone is self-
motivated and focused on the things that should be done“. Individual consideration was absolutely 
identical with each respondent. The reason might be coming from their gender background. As it was 
argued that female leaders have “nurturing nature” and are concerned with others. The responses 
regarding intellectual stimulation was definitely in a favor of “giving an idea boost from time to time and 
space for expressing themselves especially for new team members”. We may now conclude that four 
criteria from individual level have been implemented by the majority of respondents and therefore 
approves the reliability of those criteria suggested in the model. 
 
Table 3. Results of effective female leadership at organizational level 
Respondent Communication facilitation Team orientation Reward power 
basis 
Mutual trust and respect 
A Non formal meetings 
Personnel shift in conflicts  
Low emotional intelligence 
Clear guidance 
Work recognition 
Leader´s involvement 
into ongoing processes 
Non-financial 
remuneration 
Giving 
ownership 
Trainings 
Challenger 
Action taker 
 
B Non formal meetings Intermediation 
in conflicts 
Lack of emotional intelligence 
Non formal relationship Financial 
remuneration 
Challenger 
 
C Non formal meetings 
Talk separately to each in conflicts 
High emotional intelligence 
Reliability 
Leader´s hard work (not 
only supervision) 
Low distance 
Encouragement 
Financial/ 
Non-financial 
remuneration 
Self-confidence boost by 
various rewarding 
D Non formal meetings  
Personnel shift in conflicts  
High emotional intelligence 
Meetings 
Non formal discussions 
Financial 
remuneration 
High qualification 
E Non formal meetings 
Reliance on member´s competence in 
conflicts  
High emotional intelligence 
Involvement High 
feedback 
Clear tasking 
Clear deadline setup 
Financial/ 
Non-financial 
remuneration 
Observation 
High qualification 
F Non formal meetings  
Third person´s involvement into 
conflict  
High emotional intelligence 
Good atmosphere 
Each is an asset 
 
Financial/ 
Non-financial 
remuneration 
Challenger 
 
 
The communication facilitation was enhanced in view of all respondents by having non-formal 
meetings. Another interesting fact was that for a conflict solution the response rate of firing/excluding one 
from the team was not even an option. Respondent F said that “it could only happen if I noted that one 
member is demotivating the whole team”.  
Emotional intelligence was also rated as very useful in terms having small non-work related talks. 
Team orientation is another important issue to be known by a leader. The respondent A said that 
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“boosting a team spirit is about showing that I as a leader care about what you do. It does not mean 
monitoring every single step but showing your presence and involvement helps a lot”.  
Reward power basis was also seen by respondents as important to do. Respondent F said that “the 
financial incentives do work depending on your current financial situation”. While respondent A argues 
that “non-financial remuneration (trainings, seminars, etc.) will enhance team member´s knowledge 
which is most important”. The mutual trust and respect was the most difficult to get an answer to since 
majority was replying that “that person would not be in my team if I did not trust him/her”. Nevertheless, 
the frequent answers were that in order to show your respect towards one of your team member was to 
challenge with a difficult task. Another trust setting relationship is “to distribute the tasks according to 
their competences and observe if he/she manages it well”.  
The four criteria of effective female leadership at organizational level were tested by respondents´ 
answers which made it clear that all are practiced in real working environment by a female leader and is 
certainly an key to the efficiency. 
The unstructured time management and slow performance have been roughly the only answers given 
by respondents regarding the impact of time urgency and pace in multicultural environment. As to work 
norms communication, professionalism, no multi-tasking were named by respondent A. Different 
perception of jokes or anything said or different way of reporting in different cultures are the results of 
multicultural environment. Lack of common ground for a female leader was either the language or the 
same gender that caused it. Implicit communication was named as a very “difficult to understand” by 
respondent C. 
Respect and hierarchy to the respondents was sufficient having “normal professional respect to each 
other no matter any status”. This varies in many cultures and certainly has an influence of an effective 
female leadership. Respondent E said that “with cultures where the status had highest value I tried to 
adapt by using all of my titles or making my superior position clear”. As a matter of fact every criteria 
named is valid except intergroup prejudice. Citing on the majority of the respondents “personal 
qualifications and competencies stand ahead of national belonging”. Hence, based on the gained data the 
intergroup prejudice seems to be not valid. 
 
Table 4. Results of multicultural environment on effective female leadership 
Criteria/Respondent A B C D E F 
Time urgency and 
pace Structured time management 
Work norms and 
behaviour 
differences 
 
Trust 
Communication 
Professionalism 
Low Multi-tasking 
Punctuality 
Follow rules 
Low use of 
social networks 
during meetings, 
etc. 
Over-
working 
Different joke 
perception, 
Time 
management 
Different 
rules of 
reporting 
 
Intergroup 
prejudices 
Low national prejudice toward other cultures 
 
Respect and 
hierarchy violation 
 
Respect relevance  
Status irrelevant 
Professional 
relationships 
Status relevant with the Asians, Arabs, not the Lithuanians 
 
Lack of common 
ground 
 
Open-minded 
thinking Gender 
(females) 
Language Open-minded 
thinking 
 
Language 
 
Gender 
Language  
Explicit vs. Implicit 
communication 
Explicit communication 
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Based upon the results from empirical research the profile of an effective female leadership in 
multicultural context was constructed below, Table 5.  
 
Table 5. Final Research Model 
Results Multicultural environment 
Theoretical  Different time 
perception 
Hierarchal 
organizational  
structure 
Implicit 
communication 
High level of 
prejudices 
Lack of common ground 
with female followers 
Empirical  Structured time 
management 
Flat organizational 
structure 
Explicit 
communication 
Low level of 
prejudice 
Mutual understanding 
with female followers 
 
Individual level 
 
Organizational level 
In theoretical model Empirical result In theoretical 
model 
Empirical result 
Idealized influence 
 
Protector role 
 
Communication 
facilitation 
Excellent command of English 
Conflict solver without ethno/religion 
gender bias, High emotional intelligent 
Inspirational motivation 
Professional  
Result oriented 
Team orientation 
Same gender tolerant, Demanding, 
Open-minded, Reliable 
Individual consideration 
Considerate, Flexible, 
Caring 
Reward power basis Financial/non-financial remuneration 
Intellectual stimulation Idea follower 
Mutual trust and 
respect 
Challenger
 
The six criteria that were relevant and followed the logic in theory lacks work norms and behaviour 
column in empirical result. The table 5 shows that only time perception, hierarchal structure, and implicit 
communication, high prejudice level toward other cultures, narrow world vision and poor may affect an 
effective female leadership in multicultural environment. The criteria at organizational and individual 
behaviour level of an effective female leadership in multicultural environment remain valid in empirical 
result as well due to the high level of professionalism of the respondents and their absolute match with 
theoretical model at micro (behavioural) level.  
3. Conclusion 
Having conducted the research and analysed gained results, conclusions can be drawn based on initial 
research tasks. The multiculturalism was introduced as a fast growing phenomena globally. The six (time 
urgency and pace, work norms and behaviour, intergroup prejudices, respect and hierarchy violation, 
lack of common ground and explicit/implicit communication) macro level factors of multicultural 
environment chosen for the theoretical model of an effective female leadership provided us with 
information of what to expect and be aware of once being a female leader in multicultural environment.  
The individual (consisting of idealized influence, inspirational influence, individual consideration and 
intellectual stimulation) and organizational (consisting of communication facilitation, team orientation, 
reward power basis and mutual trust and respect) levels that were titled as micro factors (behavioral) in 
the theoretical model made it clear how a female leader as an individual has to approach the leadership 
herself and her followers.   
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Thus, the theoretical model of an effective female leadership in multicultural context was created by 
combining both micro (behavioral) consisting of individual and organizational behavior level and macro 
(environmental) consisting of national culture and multicultural environment factors. 
The qualitative research showed that being a protector, result-oriented while still showing 
consideration, care and remaining professional in multicultural perspective is the key to an effective 
leadership for females. The criteria at micro (behavioral) level of an effective female leadership in 
multicultural environment remain valid in empirical result as well due to the high level of professionalism 
of the respondents and their absolute match with theoretical model at micro (behavioral) level. Hence, 
neither additions to the theoretical model nor withdrawal of any criteria of micro (behavioral) level were 
needed. Nevertheless, the work norms and behavior is the matter to differ not only in multicultural 
context but also within one nation. Therefore, suggestions would be to show more understanding, be 
open-minded, to show more of those stereotypical “mentoring” characteristics in order to give the 
follower time to adapt. Thereby, the second criteria (work norms and behavior) of environmental factors 
shaping the effective female leadership should be eliminated from the model. 
Future investigations should focus on identification and evaluation of impact and interaction of each 
determinant of a model.  
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